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CHAPTER I
INTRODUCTION
There are many factors which contribute to the
efficient operation of a junior high school.

Judging from

the academic progress and pupil-development points of view,
there is probably no single factor that is more important
than harmonious relations and high morale between staff
members and administrators.

Since curriculum and organiza-

tion are largely dependent on the staff members and the
administrator, it should follow that the relations between
them should be of a high caliber.

To accomplish this it

is of the utmost importance that great care be exercised
in selecting the personnel for the junior high school.
Furthermore, any steps which can be taken to improve the
spirit of morale should improve the educational picture.
As the function of our junior high school is to further the
personal and social development of the pupils, school
personnel should always be on the alert for practices that
will result in furthering these objectives.
Statement 91, ,S!lil Problem.
are:

The purposes of this study

(1) to discover the personal and professional qualities

to be considered in selecting both principals and teachers
in the junior high school to secure competent and efficient
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people, and (2) to determine what democratic procedure to
practice in order to improve staff morale.
Justification 2£.

lli Problem.

Surveys have shown that

teachers leave their positions in search of new ones as
often because of unsatisfactory relations with the administrator and other staff members as for any other reason.
It has also been shown that competence is subordinate to
personal relations in considering the dismissal of a teacher.
As there is a strong correlation between staff morale and
teacher turnover, which in turn is reflected in the quality
of education in a system, steps should be taken to reduce
teacher turnover to a minimum.

Care in selecting the proper

personnel for the junior high school should help to reduce
this turnover.
Hypothesis.

There are certain types of individuals,

who, due to background, training, and experience, are
particularly suited to work in the junior high school.

If

due care is exercised in selecting these people, staff morale
will be improved, thereby making the school more effective.
Limitations 2£.

lli Study. Although many of the factors

that influence teacher morale are applicable to all levels
of the public school, care will be taken to relate them to
the junior high school insofar as possible.

Because many
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teachers will not give their true reasons for leaving a
system, particularly if their reasons are related to difficulties with the administration, this study will have to be
restricted to those factors which can be determined.

There

are various surveys extant which tend to prove that administrators frequently lose their positions because of staff
dissatisfaction and it seems logical to suppose that this
can be true in reverse order.
be made.

This assumption will have to

Factors which influence staff morale, but which

cannot be controlled by the principal will be avoided or
touched on very lightly.

Because of the difficulty of

getting teachers to admit that staff morale of a poor
quality is their reason for leaving a position, this problem
will be studied by academic research rather than by the use
of questionnaires or personal interviews.
The research setting.

The work on this problem was

done entirely through library research.

The library at

Central Washington State College has ample resources to
cover this problem.

The research was started in the summer

of 1962 and was completed during the summer of 1963.

CHAPTER II
REVIEW OF THE LITERATURE
The essential role of the junior high school is:
1.

To provide a program of education that is suited
to the needs, interests, and abilities of boys
and girls during adolescence.

2.

To provide a satisfactory transition from the
program of the early and middle elementary grades
to that of the upper secondary school. It is
with the implementation of this role that junior
high school educators must concern themselves
in the years ahead (2:44:12).

The four chief factors that are instrumental in
bringing about a successful junior high school are (1)
Curriculum, (2) Administration, (3) Staff Personnel, (4)
Organization.
It is the purpose of this paper to point out the ways
to bring about good principal-staff relations and ways
this will affect the success of the school.

In order t

have a good school a high spirit of morale must exist.
Ogden and Stoops define morale as the capacity of a
group of people to pull together persistently and consistently in pursuit of a common purpose (12:487).
High morale has its roots in a philosophy of h\ll~an
relationships for both certificated and classified
employees. Many administrators profess to a belief in
the democratic procedures and a desire to live by the
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Christian code, "Do unto others as you would have
others do unto you." However sincere these two claims
may be, they must be clarified by written documents
and exemplary living (12:488).
Statistical analysis has also indicated that a principal's personality and human relations contacts had more of
an effect on teacher morale than his physical or mental
characteristics, his professional background and experience,
his work as an improver of instruction, or his activities as
an administrator.

What counted with the teachers was not

whether the principal was old or young, whether he was
physically attractive or not, whether he had advanced degrees
or not, or whether he tried to improve instruction by the
latest methods or not.

What affected staff morale more

than anything else were those particular aspects of personality and human relations~ indicated

lli

principal

believed !!l the dignity~ worth .2! ~member~™
helpful~ understanding.

It is possible that the

principal represents the strongest morale-influencing factor
of all (19:204-210).

I.

QUALIFICATIONS OF THE PRINCIPAL

Professional.

Since the principal is the key to

staff morale--he is the status leader--the board of education and the chief administrator should weigh the following
factors when selecting him:
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1.

Knowledge of child growth and development.

2.

Background of successful experience as an
elementary teacher and administrator.

3.

Background of successful experience as a junior
high teacher and administrator.

4.

Knowledge of the development and function of
both the elementary and junior high schools.

s.

Understanding current issues, problems, and
practices of core curriculum.

6.

Knowledge and understanding of sound elementary
school curriculum practices.

7.

Knowledge and understanding of effective blocktime teaching techniques (4:405).

Personal.

Grieder, Pierce and Rosenstengel have

compiled the following list of personal attributes which
they consider quite helpful in any field such as school
administration.

The principal who rates high in these

qualities should be successful.
l.

Integrity, absolute reliability and strict honesty;
refusal to suppress exposure of unfavorable facts
or conditions of the schools.

2.

Commitment to the principles of democracy.

3.

Liking for children and young people, and a dedication to serving their needs and interests.

4.

Ability to work constructively with others;
frankness combined with tact; ability to accept
criticism and differences of opinion without
becoming resentful, to give credit where credit
is due, to inspire confidence. ("You can buy a
man's time, you can buy his presence and skills,
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but you cannot buy his enthusiasm, initiative,
or loyalty. You cannot buy the devotion of hearts
and minds and souls. You have to earn these
things.")
5.

Initiative--the ability to recommend or make
decisions with reasonable promptness but not
impulsively or in a headstrong way.

6.

Sincere interest in one's work and a willingness
to take the bad with the good, to pay the price
for the satisfactions derived.

7.

Objectivity--freedom from prejudice or passion,
impartiality.

8.

Above average intelligence.

9.

Command of the English language, oral and written,
effectiveness as a speaker (for as the Earl of
Chesterfield said, "The manner of speaking is full
as important as the matter."); avoidance of jargon.

10.

A reasonable interest in community affairs outside
education; an interest in keeping moderately
abreast of affairs outside education.

11.

Wholesome and balanced philosophy of life; an
adherence to high standards of values, with
tolerance and understanding of others who may
not be able to attain a similar station.

12.

Good judgment and common sense.

13.

Approachability and friendliness; a lack of
stuffiness and arrogance.

14.

Good personal habits and avoidance of unworthy
forms of behavior. (As Father Zossima says in
Doestoievski's, ~ Brothers Karamazov, "Every
day and every hour, every minute, walk around
yourself and watch yourself, and see that your
image is a seemly one.")

15.

Reasonably good health and absence of serious
physical handicaps.
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16.
~

Reasonably attractive appearance (7:157-158).
selected.

The Kellogg Foundation Study has made

the following suggestions for appraising the qualifications
of a prospective principal:
1.

Get the judgments of qualified persons with whom
the candidate has worked. Letters of recommendation, except where the writers and their meanings
are well known, are, however, practically worthless.
Personal conversations with those making the
recommendations are much more useful. An interview with the candidate's wife is desirable.

2.

Place the candidate in situations in which behavior relevant to the principalship will be
revealed. Use can be made of individual and group
interviews so designed that the candidate can
demonstrate how he would behave if faced with
administrative problems. Unless rating scales
are carefully constructed their results may be
misleading.

3.

Use appropiate written tests. Tests of mental
ability are pertinent, as are tests of general
knowledge, and ability to communicate in writing.
Use of inventories of interests, personality,
values, and attitudes is questionable. Such
instruments should not be administered in conneQtion with the employment process; some test
results may be obtained from colleges which the
candidate attended. As a general rule, tests
are more useful in screening out the extreme
lows than they are in identifying the best
prospects (20:52).
II.

QUALIFICATIONS OF THE TEACHERS

Just as there are certain requisites for a junior
high principal thare are certain requirements for junior
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high teachers.
Even though the junior high school, as a separate
entity, has been in operation for nearly fifty years, it
has been only in very recent times that teachers' colleges
have organized a specific course for the training of junior
high teachers.

Up to this time the teachers were recruited

either from the elementary school or the high school.

In

some cases, the castoffs from the senior high were sent
to the junior high.
Professional.

The following criteria were selected by

a group of principals as being valuable for a junior high
school teacher:
1.

Thorough preparation in subject areas in which
prospective teachers will be teaching.

2.

Basic understanding of young adolescents.

3.

Basic understanding of individual differences in
social, emotional, mental, and physical development of young adolescents.

4.

A broad background of general education.

s.

An understanding of guidance concepts, methods,

6.

Basic concepts of the psychology of learning.

7.

Actual experience with young adolescents, such
as teachingl club work, scout activities, etc.
(21:398-399).

and techniques as related to 13-to-16 year-old
adolescents.
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Personal.

Gruhn and Douglas state that desirable

personal qualities of junior high school teachers should
include the following:
(1) Attractive facial expression, voice, and general
appearance; (2) a sense of humor; (3) interest in
individual children; (4) patience with the irritating
peculiarities and manifestation of the adolescent
personality; (5) tolerance of the points of view and
skepticism of youth; (6) understanding of the interests
and problems of young people; (7) freedom from vindictiveness; (8) enthusiasm for teaching; (9) desire and
capacity to meet parents and become acquainted in the
community; and (10) effective leadership qualities
(6:366).
~

selected.

Teacher selection is a necessary,

essential, and difficult process.

A school district must

have sufficient and competent teachers in order to ensure
the proper preparation of the children for their place in
our society.
There are various techniques used to make these
selections, some or all of which may be used:
(1) Interviews, (2) letters of recommendation; (3)
transcript of credits; (4) certification; (5) tests
for predictive purposes; (6) observation of prospective
teachers in action; (7) letters of application (1:185).
The interview followed, if possible, by a visit to
the teacher's classroom where he can be observed at work,
or a trip to the college campus, if the teacher under
consideration is a beginner, where one can talk with the
instructors of the applicant, is probably the best method
to use (11:405).
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For the interview and the visitation, as well as the
screening of credentials, a counnittee should be set up.
This cotmnittee should consist of faculty members, the
principal, and possibly a lay member.

As many of the staff

members as feasible should be involved in this.

During the

interview the candidate should be made to feel at ease.

He

should be fully informed as to the requirements of the job
and what is expected of him.

He should also be made fully

aware of the fact that he may be reassigned if for any
reason it appears that the best interests of the school
would be served (22:74-75).
II.

METHODS OF PROMOTING MORALE

Democracy 5ll,

~

Principal.

After the principal has

been selected he should incorporate into his personality
and procedures all the various things which might help
foster good staff relations.
Teacher unhappiness is reported to have its foundations in four fields:

salary, security, status, and sat-

isfaction.
In the field of satisfaction the principal has his
best opportunity to foster good relationships.

These are

furthered by (a) his personal relations with teachers, (b)
the policies he sets up, and (c) faculty organizations.
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He should be patient, courteous, friendly, and interested in the teachers' problems.

He should make the

teachers feel that it is their school by seeking their
participation in all things affecting them.

He should

back them fully in their dealings with students and
parents (14:11).
The principal must be highly coillpetent in sensing
the feelings of his staff as well as appreciating their
intellectual contributions. He must be able to make
full use of the ideas of his faculty while at the same
time providing effective leadership toward more clearly
defined aims and goals and more adequate ways of reaching them (13:183-184).
In the interests of staff morale and harmony the
principal must be ever on the alert to practice democratic
methods.
1.

He should at all times keep his door open to
faculty members, students, the public, and other
employees.

2.

He should listen to the opinions and proposals
of all staff members.

3.

He should avoid keeping people waiting.

4.

He should show confidence in the ability of the
staff.

5.

He should let people know when they have done or
are doing a good job.

6.

He should plan work with the staff instead of
issuing directives.

7.

He should be friendly, polite, courteous, and
smile frequently (22:74-75).
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Orientation.

The orientation, or general staff meeting,

which is usually held shortly before school opens should
be well planned.

Like at most other faculty meetings,

refreshments should be served.

Name cards should be used

so that everyone has an opportunity to find out who each
person is.

It is considered good practice to use the "buddy

system," appointing an old faculty member to steer each of
the new ones around and make him acquainted.

At this

orientation meeting the administration should call attention to the basic philosophy of the system.

This basic

philosophy should later be followed by a teachers' handbook which will give the new member the answers to a great
many questions with which he will no doubt be concerned.
Committees.

Since research seems to clearly indicate

that a school functions best when decisions are made by
the group rather than by a status leader, the principal
should, whenever feasible, work through staff committees.
Sears has this to say about group participatio~:
Perhaps there is no aspect of personnel management
that is less wisely handled than this matter of drawing teachers into the field of policy-making, planning
and management. Teachers are expertly equipped and
the schools should make the widest possible use of all
the teacher brings to his task. Schools facing problems
should bring to their solution the best talent in the
system, wherever the talent may be; the question of
authority ought not to stand in the way (17:267-68).
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The Personnel Committee should concern itself with
the selection, placement, transfer, or dismissal of staff
members.

As previously mentioned, members should take part

in screening and interviewing candidates.

The final selec-

tion and employment should be done by the superintendent.
Staff members should be available to give help, advice, and
suggestions to new teachers.
The Welcoming Committee has an important duty to perform and it should not be overlooked or neglected.

Every

new faculty member should be met as he arrives in the
community by some of the staff.
welcome, wanted, and needed.

He should be made to feel

He should be taken to his

quarters and should be made acquainted with other staff
members, especially those with whom he will be working
closely.

Some schools even write the new teacher a wel-

coming letter soon after he is employed.
The Social Committee and the principal, working together,
should do everything possible to improve the status of the
teachers in the community.

Teachers should be helped to

become acquainted with parents and community leaders.

They

should be made aware of the social and personal conduct that
is acceptable to the community.

Teachers, through their

conduct, should constantly impress upon the people of the
community that they are professional people and should be
treated as such.

The Social Committee should also plan a
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few social gatherings for the teachers during the school
year.

It is considered good public relations to invite

certain members of the community to some of these gatherings.
Good public relations build morale.
Advisory Gouncil.

Hammock and Owings recommend that

each school have an advisory council which is an organization of teachers who give the benefit of their knowledge,
experience, and attitudes to the administration in policy
making.

An efficient advisory council will reduce the need

for meetings of the entire faculty.

The work of an advisory

council is particularly valuable in the fields of (1) Staff
Welfare and Improvement, (2) Curriculum, (3) General
Affairs (8:170).
Inservice.

Since many teachers have had little ex-

perience with junior high teaching, and since many schools
differ in their methods and philosophy, a good in-service
program should prove valuable.

The leadership for this

program should come jointly from the administration, principal, and a staff committee.

The six topics most frequently

covered in in-service programs are:

specific subjects,

marking systems, teaching techniques, standardized testing,
discipline, and junior high school philosophy.
Willink makes the following recommendations for the
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in-service training of junior high school teachers:
1.

The in-service programs should be well planned in
advance, taking into account teachers• needs and
local facilities.

2.

The junior high school principal, worki~g with
teacher committees, should take an active part in
providing leadership for the program.

3.

The junior high school principal should know the
strengths and weaknesses of his staff so that he
can provide them with individual in-service education.

4.

Principals should be aware that much in-service
education can take place through informal discussion and they should socialize informally with
their staffs to capitalize on this technique.

5.

Well prepared handbooks and bulletins should be
available for both beginning and experienced teachers to help them with the everyday details of school
and classroom management.

6.

The improvement of faculty meetings should be the
constant task of the principal. Faculty meetings
are one of the most frequently used techniques,
and are also frequently criticized by teachers.

7.

A "buddy system" and an orientation program should
be.established for beginning teachers.

8.

A continuous evaluation of the in-service program
should be made. This evaluation should be the
duty of a faculty committee (23:13-17).

Faculty Meetings.

The faculty meeting can be of great

value in promoting staff morale and a feeling of solidarity
among the faculty members.

However, it must be properly

organized and administered or its effect can be quite the
opposite.
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Faculty meetings should be called only when there is
something to meet about.

Routine matters can best be handled

by democratic administrative bulletins.

The meetings should

not be held without advance notice as too many teachers may
have to make last minute changes in their plans and this is
not conducive to good staff morale.

The agenda should be

worked out well in advance and distributed to the teachers
so that they will have had time to think about the things
that are to be discussed.
Preferably, every meeting of any length, or of real
importance, should be preceded by light refreshments
(8:164-169).
Wiles states that faculty meetings can be made productive if the principal (1) spends time thinking of how the
group can attack problems rather than on ways to influence
the group to accept a preconceived solution; (2) use group
decisions as official rulings and statements of policy;
(3) stress faculty discussions as the place where ideas
can be advanced without fear of embarrassment; (4) avoids
the use of the veto (22:179-180).
The philosophy of Wiles is enlarged upon by Joseph
Mersand who states:
l.

There must be a permissive atmosphere, freedom
from unwarranted criticism, and freedom from fear
of reprisals.
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2.

Persuasion of opponents rather than disregarding or
eliminating them.

3.

Publicity rather than secrecy about such school
routines as allowances, assignments, patrol
duties, etc.

4.

Group consideration of policies before putting
them into effect (9:109-112).

Teacher Welfare.

The principal owes it to his staff

to help the system inaugurate and maintain a good salary
schedule, a suitable retirement system, and a good leave
of absence system.

These items contribute toward the morale

of the teacher.
The morale of a teacher is improved by a contract,
a set salary schedule of such a level that will relieve
the teacher of economic worry, and a retirement system that
will provide reasonably well for the individual after she
leaves the teaching profession.

Liberal leave provisions

for illness and other reasons are also essential.

Salary

inequities or unjust differentials are a major cause of
low teacher morale (16:327-347).
Teachers morale may also be improved, and subsequent
turnover reduced, if a system has a tenure law.

A teacher

will normally do better work if she is freed from the fear
of having to find a new position.
Good teachers should be retained whenever possible
through salary or other adjustments and proper recognition.
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The right for ultimate tenure is the logical expectancy
of a successful teacher. Good personnel management requires that proper attention be given to the security
of the employees and providing those conditions is
necessary for satisfactory services and happiness in
their work. To attain this end the administration must
work closely with the board of education (24:465-470).
Moffett writing in Nations Schools says:
Teachers are funny, but if salary were the all-important criteria most of them would never have entered the
profession in the first placeo More than money they want
appreciation and recognition. Next they want a sense of
belonging, and finally, sympathetic and intelligent
supervision (10:56).
Assignment.

Proper assignment and an equitable teach-

ing load are also of great importance in maintaining teacher
morale.

Although many teachers are employed without def-

initely knowing what their assignment is to be, every effort
should be made to please the individual who is being assigned to the district, understanding that the administration
can change the assignment if it is felt that the system
will benefit by the change.
In making an assignment the teacher's preference should
be respected when possible and the less difficult assignment
should be given to the beginning teachero
A desirable assignment and a fair teaching load may
well result in a happy teacher rather than a disgruntled
one.
Communication.

In trying to build and maintain good
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morale in his staff the principal should not overlook the
value of good lines of communication.
Elsbree and Reuter writing about communication have
this to say:
Communication is an important factor in morale building.
Lines of communication must be established between the
principal and staff members. Good relations are contingent upon understanding and understanding depends
upon ease of communication. Other things being equal
it is easier to maintain high morale in a small school
where the people know one another and where teachers can
deal directly with the principal, than it is in a large
school where the organization is fairly complex and faceto-face contacts are more restricted (5:266-268).
Because personal contacts are better than written
communications,. it is better for the principal to call
short staff meetings about pertinent matters than to issue
directives.

There is less chance for misunderstanding.

Culbertson writing in the Administrators' Notebook
says:
One of the major factors in producing poor morale is
lack of good communication between the administration
and staff members.
In order to build a good spirit of esprit de corps the
principal must be liked and respected. The respect is
generally forthcoming if the administrator shows by his
understanding and actions that he is competent and well
prepared. Liking is dependent upon how he deals with
the staff (3:1-4).
Furthermore, the principal must be a good listener.
He must have means of determining how the staff as a whole
regards him, what their true feelings are in respect to
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himself, rules, regulations, procedures, and proposals.
He must not be easily mislead and should carefully evaluate
what he hears and not believe and accept only that which
he desires to hear.

We see then that a school that is

organized along democratic lines is much more conducive to
staff morale than one that is not.

Yet, Stanley, et al.

state that the typical school is organized on some variant
of the autocratic principle.
Intra-faculty relations greatly affect the relations
between students and teachers. Where there is a favorable rapport between teachers and the administrative
authorities, this autocracy becomes an oligarchy with
the teacher group as a solid and well organized ruling
class (19:71-72).
Where there is not a cordial spirit of rapport, the
control becomes more autocratic.

As the relationship

between the faculty and the students is partly determined by
the state of morale existing within the faculty, it becomes
increasingly important that the principal explore all possible
avenues for the purpose of improving that state.
The failure of a principal to maincain good rapport
with his staff is one of the reasons why many principals
lose their jobs every year.

Thus it is apparent that

besides a desire to run a good school and help the students,
the principal must also look to his own survival in the
profession.

CHAPTER III
SU1'1MARY AND CONCLUSION
Practically all the research done on this topic seems
to confirm the hypothesis that the success of a junior high
school is quite positively related to the principal and
staff personnel and their relations with each• other.

Such

being the case, it is of extreme importance that the utmost
care be exercised in the selection of both the principal
and the teachers.
The junior high school, dealing as it does with
young adolescents, requires a somewhat different type of
individual to be successful in teaching there than do other
branches of the public school.

There appears to be general

agreement among the authors studied as to what these criteria
are which are needed for success.
As any principal is naturally desirous of having a
successful school, it seems unnecessary to say that he will
do his best to secure the proper staff to ensure the success
of the enterprise.
Furthermore, unless a strong spirit of morale exists
among the group, the school will not function well even
though each individual is inherently capable and qualified
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to do a good job.
The saying, "As the principal is, the school is,"
suggests that given the right kind of a faculty, the success
of the school is dependent upon how well the principal
institutes and works to maintain a spirit of high morale in
his staff.

This should be his number one objective.

To one engaged in administration, the problem has
great value, as it is to a principal's advantage to explore
the field thoroughly so that the likelihood of success will
be increased and he will be more apt to continue in the field.
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